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"Our  goal  is  to  make  the  entire  federd  government 
both  less  expensive  and  more  eifiaent,  and  to  change  the  culture 
of our  national  bureaucracy  away  from  complacency 
and  entitlement  toward  initiative  and  empowerment. 
We  intend  to  redesign,  to  reinvent,  to  reinvigorate 
the  entire  national  government. " 

—  President  Bill  Clinton 
RcmarKS  .Ajmouncir.g  s.t 
N'aaonai  Psrformanc:  Rr.-'.r'. 
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The  National  Performance  Review 

The  Vaaonai  P=.Tormanc=  Rev;r.v  began  oa  Maro  3.  '.993  Wn  ?r«idenc  Canton  mr.cur.... 
a  six-month  review  of  die  -ecerai  government  and  asKed  Vice  Presiaent  Gore  :o  :eac -e  trzr 
Unlike  ^ast  etrons  diat  :e::etl  on  outsicers,  die  Vice  President  gacnered  exper.encea  receri. 
worKers  and  organued  cr.em  into  teams  to  exammc  T'ederal  agenaes  ana  issues  mat  cut^across  agencies, 
such  as  oersonnel.  procurement  or  budget  policies.  The  goal:  idenuiV  problems  and  orrer  soiuaons  ar^c^ 
tdeas  for  savings.  In  addiaon.  die  President  asked  eadi  cabinet  secretarv  to  organize  a  Remvenuon  ..-^ 
CO  work  from  widiin  eadi  agencv  and  to  create  Remvenuon  Uboratones'  where  experiments  .r.  new 
wavsofdoingbusmess  could  beg^m  immediately. 

The  Vice  President  and  die  Nauonai  Performance  Review  teams  sought  input  from  peopie  ail  across 
\menca.  Vice  President  Gore  sooke  widi  workers  at  everv  maior  agencv  and  at  federal  center  arour.c  : 
countrv.  He  '/isited  programs  diat  work  and  companies  diat  have  implemented  new  pracuces. 
dramaucallv  changmg  dieir  operaaons  and  decreasing  costs  while  mcreasmg  pronts  in  die  process.  -  n. 
Vice  P-esident  and  die  Naaonal  Performance  Review  teams  learned  from  state  and  local  leaaers  wno  n.-- 
put  manv  of  diese  ideas  into  pracnce  and  diev  Listened  to  die  very  best  experts  in  die  country  -  rem 
business.'  government,  and  die  academic  commumtv  -  at  speaal  conferences  in  Philadeipnia  ar.c 
Nashville  \nd,  diev  listened  to  die  -American  people  whose  letters  and  phone  cans  were  .nvai.^oie. 
"  The  Maaonai  Performance  Review  focused  on  how  government  should  work,  not  on  wnat  it  snouic 
do  The  Naaonal  Performance  Review  ceams  examined  everv  cabmet  department      l^J^-^'-'^t  ^  _ 
■botrom-up  review  ac  die  Department  of  Defense  and  die  work  of  die  Heaidi  Care  and  Welfare  Rero:... 
Task  Forces  at  die  Depanment  of  Healdi  and  Human  Services  bodi  covered  areas  diat  die  Naaonai 

Pertbrmance  Review  did  not.  .  .  

Thxs  report  represents  die  begmmng  of  what  will  be,  and  what  must  be,  an  ongomg  comnutment  .0 
change-  It^dudes  acnons  diat  should  be  taken  now.  by  Executive  Order  ot  die  President  or  by  me 
^seoerancs  and  agency  heads;  recommendaaons  for  Congressional  acaon;  and  a  vision  ror  me 
future,  for  long-term  changes  we  must  'oegin  now.  It  redects  a  government-wide  detemnnaaon  to 
^Lvent  go^cnt  -  to  create  a  government  due  works  better  and  costs  less.  -P^--^^ 
nxommen^will  revoluaonize  die  way  die  federal  government  does  business  Tliey  will  reduce 
waste,  elimmate  obsolete  hincaons,  improve  services  to  taxpayers  and  create  a  smaller  but  more 
producQve  government. 
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Chapter  1 

Cutting  Red  Tape 

About years  ago.  ru^o  foreszm  remmed from  a  hard  day  m  :he  Held  :o  moMe  ouxm  vr      -om-r.  •  ... 
,       ^earcmngjor  a  detail  Of  agency  policy  chey  found  themseiva  overwnelmea  ^ 

One  forests  recaded  the  very  prrt  Forest  Service  manu^  -  W  enough  to  fit  :nto  every  rangers  smrt  ^oc^^- 
yet  containing  everything  foresters  needed  to  know  to  do  their  johs' 

•-my  IS  It  that  when  we  have  a  probiem, "  the  other  forester  asked  "the  solution  is  always  to  add  somr^tr.  - 
a  report,  a  system,  a  policy  —  but  never  take  something  awayr  " 

The  first  replied:  '"What  if. .  we  cotdd just  start  over. " 


Consider  die  plight  of  managers  in  che 
million-acre  Ochoco  Naaonal  Forest, 
in  Oregon.  Until  recently  they  had  70 
separate  budgets  —  one  for  fence 
mamtenance  in  che  north  sector,  another  for  brush 
burning  in  the  south,  and  so  on  —  divided  into 
556  management  codes  and  1769  accounting 
Lines.  To  transfer  money  between  accounts  thev 
needed  approval  from  headquarten.  The  cask  of 
cracking  spending  in  each  pot  consumed  45-60 
days  of  their  time  each  year.  It  also  sent  a  message 
They  were  not  crusted  with  even  the  simplest 
responsibilides. 


The  federal  government  does  at  least  one  'Sjs.z 
well;  It  generates  red  ape.  But  aoc  one  inci  of 
chat  red  cape  appean  by  acadenc.  In  tacr.  ale 
government  creates  it  ail  with  cne  best  of 
intennons.  It  is  dme  now  to  put  aside  our 
reverence  for  chose  good  intentions  and  caminc 
what  they  have  created — a  system  chat  .-nakes  :c 
hard  for  our  avil  servants  co  do  what  we  pav  for. 
and  frustrates  caxpayen  who  nghthiiiy  expect  oieir 
monev's  worth. 


Step  l:STREAMUisnNGTmBuix2TPRcoss 


We  must  streamline  the  budget  process 
to  remove  the  many  restncuons  that 
consume  maiugers'  time  and  literally 
force  them  co  waste  money.  We  focuj  on  process 
when  we  should  focus  on  content,  spending 
needless  hours  and  money  in  the  process. 

Action:  Tht  PntuUm should  btgin  th^  bu4iget 
prvctts  with  an  exteutivt  bue^et  rtsoluxion, 
setting  broad  poBcy  prioriti*s  and  aUocatmg 
funds  by  function  for  each  agency. 

Federal  managen  should  focus  primarily  on  the 
content  of  the  budget,  not  on  the  process.  The 


President  should  issue  a  directive  in  January  1 994 
CO  mandate  the  use  of  an  cxecuave  budget 
resolunon  in  developing  his  tiscai  year  1 996 
budget. 

Actiorl:  Insaxuu  bianmai  budgets  and 
uppivpt  utttonSt 

We  recommend  that  Congress  establish 
biennial  budget  resoludons  and  appropnaoons 
and  mulri-year  authorizanons.  The  first  bienmum 
should  be^  October  I,  1996  co  cover  tiscai  vean 
1997  and  1998. 


iMHODUCnc- 


Introduction 


The  National  Perrormar.cs  Rcmcvv-  is  abouc  change  —  hisronc  change  —  ji  d^.e  'jvzv  --.t  zovcTL-en: 
works.  Its  time  we  had  a  new  customer  ser-ice  contract  witn  the  .\mencan  oeopie.  a  ncv  giiarinree  or 
etfecuve,  erSaent,  and  responsive  government  that  puts  our  customers  hnt  and  demonstrates  :o  i-.e 
.Amencan  peopie  that  their  ax  dollars  will  be  created  with  respect  for  the  hard  worK  that  earned  ir.em. 
The  Naaonal  Perrormance  RcvirA'  is  about  moving  rrom  red  tape  co  results  to  create  a  government  iiac 
works  better  and  costs  less. 

This  IS  a  summary  of  the  hrst  product  of  our  eiforts.  In  it.  we  make  hundreds  of  recommendations 
saving  5 1 08  billion  over  hve  years. 


THE  PROBLEM/THE  SGLUTIGN 

The  Nadonal  Performance  Review 
looked  CO  see  how  successful 
orgaruzadons  —  businesses,  city  and 
state  governments,  and  organizaQons 
of  the  federal  government  —  had 
made  savings  and  effiaenaes.  The  successful 
orgaruzanons  had  several  things  in  common. 
They: 

•  Cut  red  tape  -  shift  from  a  system  based  on 
accountability  for  following  rules,  to  one  where 
employees  are  accountable  for  achieving  results. 

•  Put  the  customer  fim  -  listen  to  chem. 
restructure  basic  opcranons  to  meet 
their  needs,  and  use  market  dynamics 

such  as  competidon  and  customer  choice  to  create 
incentives  for  success. 


•  Empower  employees  to  get  results  - 

decentralize  authonty  and  emoower  znoss  '-vho 
work  on  the  front  lines  to  make  more  of  Tieir  owr. 
decisions  and  solve  more  of  their  own  prooie.Tis. 

•  Cut  back  to  basics  -  abandon  the  obsolete, 
etimmate  dupiicanon,  and  end  speaal  interest 
pnvileges. 

These  charaaerisdcs  consatute  die  four  key 
principles  around  which  we  have  based  our  reoort. 
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D  TAPE  TO  RESULTS  •  CREATING  \  GOVERNMENT  THAT  WqrkS  BETTER        COSTS  LeS; 


FROM  RE 


Action:  OA/B,  d^parments  and  agenaes  unll 
m  inimize  budget  restrictions  ruch  as 
apportionments  and  allotments. 

Congress  rv-picailv  divides  iC  appropnacoos  mco 
more  man  1,000  accouncs.  0MB  apporaoni^ci 
accounc  mrcher,  and  Departmencai  budget  oiEces 
even  mrther.  Managers  nnd  cheir  mone;/  tenced 
inro  scoarace  accounts  and  are  forced  :o  spend  ^ 
moncv  where  dicy  have  ic.  noc  where  mcy  neea 

Action:  0MB  and  agencies  unll  stop  using  Full 
Ttme  Equivalents  (FTE)  ceilings,  and  instead 
will  manage  and  budget  using  ceilings  on 
operating  costs  to  control  spending. 

The  President  will  direa  0MB  and  agency 
heads  to  stop  setting  FTE  ceilings  in  hscai  year 
L995.  Instead  of  controlling  the  size  of  the  federal 
workforce  by  employment  ceilings  —  which  cause 
tneifiaencies  and  distoruons  in  managen' 
personnel  and  resource  allocanon  decisions  —  this 
new  system  will  control  die  federal  workforce  by 
controlling  dollars  available  in  operatmg  funds. 

Action:  Eliminate  FTE  floors  and  minimize 
congrtssionai  restrictions  such  as  line  items,  and 
earmarks. 


Action:  .AMow  agencies  to  roll  over  50  percent 
of  what  they  do  not  spend  on  mterruu 
operations  during  a  fiscal  year, 

.As  pan  of  its  13  fiscal  vear  1995  appropr.acorj 
bills.  Congress  should  peCTanencv  ailow  i£-r.c:e: 
-0  roil  over  50  percent  of  ■dnooiigacec,  vear-er.c 
balances  in  ail  appropnaaons  :or  opcacions. 
should  allow  agcnces  co  '^e  '^p  :o  2  pcrcer.c  3r 
roiled-<over  ninos  :o  nnance  oonuses  :or  ir.e 
empiovees  invoivea  s\.  savings. 


Step  2:  Decentrauzing  Personnel  Poucy 


Our  federal  personnel  system  has  been 
evolving  for  more  than  100  years.  Year 
after  year,  layer  after  layer,  the  rules  have 
piled  up.  This  eiaborare  system  does  not  work. 
To  create  an  eflecnve  federal  government,  we  must 
reform  virtually  the  endre  personnel  system: 
recruianent,  hiring,  dassificadon.  promodon,  pay 
and  reward  systems. 

Action:  0PM  unll  deregulate  personnel  policy 
by  phasing  out  the  10,000 page  Federal 
Personnel  Manual  and  all  agency  impiementmg 
directives. 

Action:  Give  all  departments  and  a^ndes 
audwrity  to  conduct  their  oum  recruiting  and 
examinations  fin- all  positions,  and  abolish  aa 
central  registers  and  standard  appluation  farms. 


Action:  Dramasically  simplify  the  current 
classification  system  to  give  agencies  greater 
flgxihility  in  how  they  classify  and  pay  thetr 
employees. 

Action:  Agencies  should  be  allowed  to  design 
d/eir  own  performance  management  and 
reward  systems,  with  the  objective  of  improving 
the  performance  of  individuals  and 
organizations. 

Action:  Reduce  by  half  the  time  required  to 
temmau  federal  managers  and  employees  for 
cause  and  improve  the  system  for  dealing  unth 

poor  performers. 
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Step  3:  Streamlining  Procltilment 


Everv  vear  the  government  spends  S200 
biinon  buving  goods  and  services.  Tnats 
S800  oer  .\mencan.  Widi  a  ?nce  cag  -ixe 
mat.  -jxoave'rs  have  a  nghc  to  expea  pruaent 

spending.  , 

But  preciseiv  bed   •  ■rovemment  tnes  to  oe 
prudent,  our  orocor-..  .at  i>^em  has  become  too 
comolex,  absurdlv  siow.  and  frequenciv  meitective. 
Our  "elaborate  sar'eguards  often  cost  more  money 
dian  thcv  save.  Federal  procurement  must  be 
massiveiv  reshaoed  bv  decentraiizmg  aumontv  to 
line  managers  and  simplifVmg  rcguiaaons  and 
processes. 

Action:  Simplify  the procurrment recess  hy 
rewriting  fecUral  rt^tions  —  shtfcmgjrom 
rigid  rules  to  gui^g  principles. 

The  .•\dminiStrarion  will  rewrite  the  Federal 
.JLcqmsiaon  Ri^ulaaon.  the  governments 
prinaoal  set  ot  procurement  regulaaons,  the 
"»  900'Daees  ot  aeencv  supplements  that 
aa:omp2y  it.  and  Execuave  Order  12352,  wbch 
governs  federal  procurement. 

Action-  The  GSA  wiU  deUgaxe  significantiy 
mart  authority  to  federal  agencies  ^  P^*»"* 
information  technology,  including  hardware, 
software  and  servues. 

The  federal  government  takes,  on  average,  more 
dian  four  vears  to  buy  major  informaaon 
technology  systems;  die  private  sector  takes  13 
months.  GSA  will  raise  auchoruaaon  levels  tor 


agencies  to  purchase  equipment  ana  ser-ices  or. 
■SLCis  own  nrom  52.5  miiiioa  co  S50  .mulion.  SIO 
million,  or  S5  million  depending  on  me  age.-.c.-. 

Action:  GSA  unll  simplify  the  procurement 
process  by  ailowing  agencies  to  buy  where  they 
want,  and  by  testing  a  fully  •'eUcrronic 
marketplace. " 

Instead  ot  forcmg  managers  to  buv  items  on 
GSA  ''supplv  schedules"  —  lists  of  itc-T.i  ana 
approvea  prices  —  chr/  wiil  be  nree  :o_  ouv  r.e 
same  or  comparable  product  ror  less  ir  -is".'  c^." 
find  it. 

Action:  Allow  agencus  m  Tnake  -purchases 
under  $100,000  through  simplified purcnase 
procedures. 

Current  law  allows  use  of  simplified 
procurement  pracnces  only  on  purchases  or 
$25,000  or  less. 

Action:  R^ly         """^  commercial 
marketplace. 

The  government  can  save  monev  ov  buvuig 
more  commeraal  products  instead  or  rca.uinng 
products  to  be  designed  to  government- unique 
specificadons. 

Action:  Bring  federal  procurement  laws  up  to 
date. 


Step  4:  Reorienting  the  Inspectors  General 


The  Inspeaors  General  arc  independent  of 
the  agencies  in  which  diey  operate.  Tlwy 
repon  to  Congress  twice  a  year  and  perform 
an  audit  and  investigaiions  fUncaon  that  is  valid 
and  imporant  We  seek  to  broaden  their  role. 

However,  federal  employees  complain  dm  the 
IGs  basic  approach  inhibits  innovation.  Heavy- 
handed  cnfotcement  has  a  negative  eftect  in  some 
agcnaes  and  creates  adversarial  teianonships  with 
some  managers  who  try  to  do  dungs  bcnet 


Action:  Broaden  thefycus  of  the  Inspectors 
General  from  strict  compliance  auditmg  to 
evaluating  management  control  systems. 

Today,  Inspectors  General  look  for  "waste, 
frauji  and  abuse."  In  die  hinire  diey  should  abo 
help  improve  systems  to  prevent  waste,  traud  ana 
abuk  and  ensure  efficient,  efiecnve  service. 


FROM  RED  TAPE  TO  RESL'LTS  •  CREATING   <  GOVERNMENT  THAT  WqrkS  BETTER  ic  I 

Step  5:  Eliminating  Reglt^atory  Overkhi 


Rsmvenang  our  budget,  personnel  md 
procuremenc  systems  will  smo  awav  mudi 
or  the  red  cape  thac  makes  governing  so 
cumbersome  —  but  not  ail.  Thousands  or 
outdated,  overlapping  regulations  remain  in  place. 

Action:  The  President shouIA  issue  a  directive 
requiring  all  federal  agencies  to  review  internal 
government  regtdations  over  the  next  two  years, 
unth  a  goal  of  elimiruiting  50  percent  of  those 
reguLaions. 

Action:  Improve  inter-agency  coordination  of 
regulations  to  reduce  unnecessary  regidation 
and  red  tape. 

We  propose  a  new  executive  order  to  enhance 
the  coordination  and  planning  process  and  put 
tight  limits  on  die  review  process.  We  propose 
chat  0MB  should  review  only  those  proposed 
regulanons  chat  have  significant  economic  fiscal, 
or  social  impact;  may  condia  or  interfere  with 


another  agenc.-'s  actions;  or  raise  .-lovei  ie^ai  ;  - 
pouq-'  issues. 

Action:  Establish  a  process  by  which  ugenczes 
can  more  widely  obtain  waivers  from 
regulations. 

The  President  '•viil  direct  each  recerai  aser.c  " : 
establish  and  publish,  in  a  timeiv  manr.er  in  oc;- 
process  through  which  other  reaerai  age.ic:es  cir. 
obtain  waivers  trom  tiut  agencs  reg'jiacons  — 
with  an  expedited  appeals  process. 

Action:  Reduce  the  burden  of  congressionallv- 
mandated  reports. 

In  fiscal  year  1993,  Congress  required  cxea:::-^ 
branch  agencies  to  prepare  5,348  reports.  We 
ask  Congress  to  pass  iegislauon  grancmg  0MB  -_- : 
flexibiiity  to  consoiidate  and  simplify  satutori- 
reports  and  establishing  a  sunset  provision  in  an-.- 
reporting  requirements  adopted  by  Congress  ;n 
the  hiture. 


Step  6:  Empower  State  and  Lcxjm  Governments 


To  the  average  citizen,  a  tax  is  a  tax  —  and  a 
service  a  service  —  regardless  of  which 
level  of  government  is  responsible.  To 
reinvent  government  in  the  public's  eyes,  we  must 
address  the  web  of  fiaierai-state-local  relations. 

Action:  The  Presidmt  should  establish  a 
QUmt€t-Uvtl  Entgrprist  Board  to  oversee  the 
AdnttnistttiXton's  cononunity  ernpowemtent 
iftitidttive. 

The  President  will  immediately  establish  a 
working  group  of  cabinet-level  offidais,  with 
leadership  from  the  Vice  President,  the  Domestic 
Policy  Council,  and  the  National  Economic 
Counal.  committed  to  solutions  that  respea 
boctom-up'  initiatives  rather  than  'top-down' 
requirements. 

Action:  The  President  should  issue 
a  directive  limiting  the  use  of  unfunded 
mandates  by  the  administration. 


The  directive  would  narrow  the  circumstances 
under  which  departments  and  agenaes  couia 
impose  new  unfimded  burdens  on  state  and  local 
governments  and  would  direa  federal  agenaes  :o 
review  their  existing  regulaaons  and  reduce  the 
number  of  mandates. 

Action:  ConsoUdaU  55  categorical  grant 
programs  with  funding  of  S  12.9  billion  into  six 
broad  "fUxibU  grants"  —  m  job  training 
education,  water  quality,  defense  conversion, 
environmental  management,  and  motor  carrier 
safety. 

This  proposal  came  from  the  National 
Governors  Association  and  the  National 
Confefence  of  Scare  Legislatures  and  would 
consolidate  some  20  education,  employment  and 
training  programs  ($5.5  billion  in  FY  93); 
roughly  ten  other  education  programs  (51.6 
billion);  ten  small  environmental  programs 
(5392  million);  sue  water  quality  programs 
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IS2.66  biilion);  six  defense  conversion  programs 
(S460  miilionj;  and  one  motor  carrier  sarerv 
program  [S76  million). 

Action:  Congress  should  allow  suites  and 
localities  to  consolidate  separate  grant  programs 
from  the  bottom  up. 

Locaiides  would  have  die  audiontv  uo  mix 
hinding  rrom  differenc  programs  widiouc 
Washington's  approval  when  combinmg  grants 
smaller  than  SIO  million  each. 

Action:  Give  all  cabinet  secretaries  and  agency 
heads  authority  to  grant  states  and  localities 
selective  waivers  from  frderal  regulations  or 
mandates. 

We  will  ask  Congress  to  give  cabinet  officen 
auchonty  to  grant  waivers  under  limited 
ciicumsances  —  waivers  would  be  dme  limited 
and  require  perlrbrmance  measures. 

Action:  Give  control  of  public  housing  to  local 
public  housing  authorities  with  histories  of 
excellent  management  and  substantially 
deregulate  the  rest. 


We  and  rie  Secretar/  ofiHe  Derarrr.e--  -  - 
Housing  and  Urban  Dr/eiopmenc  recomrr.;.- 
that  Congress  give  HUD  cne  aucnor.r/  :o  z:^- 
demonstraaon  proiects  in  wrucn  !ocai  aou^L--' 
authonaes  would  continue  :o  receive  oDe.-cLr"- 
suDsidies  as  iong  is  tnc/  meet  i  5e.".es  or 
performance  :arge:s.  These  Droieccs  wouc  ce 
trom  other  HUD  control. 


Conclusion 

The  changes  described  above  are  ambiticiLs. 
They  will  take  enormous  cifbrr  and  enormous 
will.  It  will  be  many  years  before  ail  of  them  :a.< 
root.  But  if  thev  succeed,  the  .\mencan  Deooie 
will  have  a  government  capable  of  attacKing  i-.s 
problems  with  far  more  energy  and  far  less  -a^c 
than  they  can  today  imagme. 


FROM  RED  TAPE  TO  RESULTS  •  CREATING  \  GOVERNMENT  THAT  WoRKS  BETTER  3C  CoSTS  L£55 


Chapter  2 

PuTTEsfG  Customers  First 

are  going  to  rationalize  :he  way  the  federal  government  relates  to  the 
American  People,  and  we  are  going  to  make  the  federal  government  customer  mendly. 
A  lot  of  people  don't  realize  that  the  federal  government  has  customers. 
We  have  customer:.  The  American  people. 

Vice  President  -AJ  Gore 
Town  Meenngj  Deparnnenc  or  Housing 
and  Urban  DcveioDmcr.: 
March  :6".  1993 


Four  years  ago,  die  IRS  got  a  widely 
publicized  low  mark  for  customer  service. 
The  General  Accounane  Office 
discovered  that  IRS  staff  gave  a  wrong 
answer  to  one  of  every  three  taxpayers  who  called 
with  a  question. 

Since  then,  the  IRS  has  changed.  In  a  switch 
chat  signalled  a  basic  change  in  atutude,  agency 
employees  began  refemng  to  taxpayers  as 
customers.  And  the  agency  improved  its  accuracy 
rate  to  88  percent. 

How  did  they  do  it'  Certainly  using  the  word 
"customer"  was  not  enough.  But  thinking  hard 
about  customer  service  was  important.  And 
agencies  can  only  do  thai  when  they  are  liberated 
from  the  grip  of  monopoiies  and  the  dynamia  of 
the  maikecpiace  enter  die  picture. 


This  does  not  mean  we  should  run  government 
agenaes  exacdy  like  pnvace  businesses.  .Afcer  ail. 
many  of  government's  functions  are  public 
responsibilines  preasciy  because  me  pnvac:  secror 
cannot,  should  not,  or  would  not  manage  T.em. 
But  we  can  transplant  some  healthy  practices  of 
the  business  world  into  die  public  arena.  We  can 
create  an  environment  chat  commits  federal 
managers  co  che  struggle  co  cut  costs  and  improve 
quality  —  just  like  private  managers. 

We  propose  four  specific  steps  co  break  federal 
monopolies,  inject  compennon  into  government, 
and  provide  incentives  for  federal  employees  co 
better  serve  their  customen. 


Step  l:  Giving  Customers  A  Voice -And  A  Choice 


We  propose  to  sec  a  goal  of  providing 
customer  services  equal  to  the  best  in 
busmess. 

Action:  The  Prnident  should  issue  a  dtrecwfe 

aUfteUml  agencies  that  deliver 
services  to  the  public  to  identify  and  survey 
customers,  and  provide  customer  service  equal 
to  the  best  in  business. 


Action:  For  voluntary  customer  surveys,  the 
Office  of  Management  and  Budget  will  delegaie 
its  surveyapproval  authority  under  the 
Paperufv^  Reduction  Act  to  departments  that 
are  able  to  comply  with  the  act. 

■We  propose  to  ^^'■gari-  approval  of  voluntary 
customer  surveys  to  departments  with  che  ability 
co  comply  with  the  law,  and  ensure  diat  they 
create  rapid  approval  processes  so  bocdenecks  done 
develop  at  lower  levels. 


Cutting  Red  t.^s 


Crossing  x\gency  Boundaries 

WashingTons  orgaiuzauonai  cnart  coesn: 
aiwav5  make  seme.  Tne  cradinonai  soiunon  — 
snalSing  die  orsaruzanonai  chart  —  'iur  taxes  coo 
long  and  bv  die  ame  it's  complete,  the  problem 
has  changed.  The  best  soiunon  i5  co  melt  die  ngid 
boundaries  between  organuanons,  organizing 
woric  according  :o  oistomers'  .leeds  and 
anncipaced  outcomes,  no:  bureaucrauc  airr.  That 
means  giving  federal  workers  greater  decision- 
making authonty,  allowing  diem  co  operate 
eifeciiveiy  in  cross-cutting  ventures;  stripping 
federal  laws  of  prohibidons  against  such 
cooperanon;  and  ordering  agenaes  co  reconsider 
their  own  reguladons  and  cradiuon-bound 
chinking. 

Action:  Creau  a  system  of  competitive,  one- 
stop,  carter-development  centers  open  to  all 
Americans. 

These  centers  would  offer  skills  assessment, 
informanon  on  jobs,  and  access  co  educaaon  and 
aaimng.  They  would  be  linked  co  ail  federal,  state, 
and  local  workforce  development  programs  and  to 
many  private  ones. 

Action :  The  Presixlent  should  issue  a  directivt 
and  propose  legislation  to  reconstitute  the 
Federal  CoortUnatrng  Council for  Science, 
Engineering  and  Technology  as  the  National 
Science  and  Technolop  Council,  givmgita 
broader  and  more  effective  role  in  setting  science 
and  technology  policy. 

The  FCCSET  is  a  White  House-managed  team 
that  helps  set  policy  for  technology  development 
and  mdiiH''^  represenanvcs  of  more  than  a  dozen 
departments.  "Vac  new  coundi  would  dir«:t 
science  and  technology  policy  more  forcefully. 


Action:  Tlie  President  should  issue  u  directive 
to  give  the  Trade  Promotion  Coordinann^ 
Committee  i^TPCC)  greater  authority  to  controi 
federal  export  promotion  effora. 

The  TPCC,  cnaired  bv  cne  Coromercs 
Secrccarv  and  inciuding  represer.canvcs  -orp.  >? 
deoartmencs.  agencies,  ina  exic,:cve  orr.c=s.  jur.: 
broader  aucnoncv  :o  creace  pctormance  .T.eis-virK 
and  set  ailocanon  cnteria  ror  'sa  r.acons  export 
promoaon  programs. 

Action:  The  President  shoidd  create  a  process 
to  establish  ecosytem  management  policies 
across  the  govemmenL 

A  host  of  federal  agencies  have  lunsdicnon  over 
individual  pieces  of  our  national  ecosvscc.m  ana  .-.c 
coordinated  aoproach  governs  their  acavir/. 

Action:  The  President  should  create  a  Federal 

Coordinating  Council  for  Economic 

Development  (FCCED). 

This  coundi  would  coordinate  regional 

development,  mitigate  communir/  dislocation  an 

provide  state  and  locaiines  a  central  source  or 

informanon. 

Action :£^rm:na«  statutory  restrictions  on 
cross-agency  actixnties  that  are  in  the  public 
interest. 

Congress  should  repeal  a  senes  of  restnctions 
that  stand  in  the  way  of  aoss-agency 
collabotaaon,  and  refrain  from  putting  hicure 
restricuons  in  appropriations  bills. 

Action:  The  President  should  issue  a  directive 
that  requires  collaborative  efforts  across  the 
government  to  empower  communities  and 
strengthen  families. 
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Step  2:  Making  Service  Organizotons  Compete 


-r-r  T'Taiie  oar  federai  governmenc  has  long 
\Y/  opposed  private  monopoiies  It  has 

VV    deiiberateiv  created  public  ones. 
Onginallv  this  approach  mav  have  nad  its  virr-ies. 
Not  todav.  Econormsts  don't  agree  on  muah  but 
chev  do  conair  that  monopolies  provide  poorer 
service  at  higher  paces  uian  compenuve 
companies. 

Action:  Eliminate  the  Government  Printing 
Offices  monopoly. 

For  ail  execunve  branch  pnntmg,  we  want  to 
encourage  compenaon  between  tne  GPO,  pnvate 
companies,  and  agenaes'  in-house  publishing 
operauons. 

Action :  The  President  should  end  the  General 
Service  Administrations  real  estate  monopoly 
and  make  the  agency  compete  for  imriness. 
GSA  unll  seek  legislation,  revise  regidatums  and 
transfer  authority  to  its  customers,  empowermg 
them  to  choose  among  competing  real  estate 
management  enterprises,  including  those  m  the 
private  sector. 

Competitioa  in  Support  Services 

Action:  The  President  should  establish  an 
implementation  team  to  encourage  operatums 
of  one  agency  to  compete  for  work  in  other 
agencies^ 

Competing  with  tbe  Privaie  Sector 

Forcing  government's  internal  service  bureaus  to 
compete  ro  please  their  customers  is  only  part  ot 
the  solution.  In  a  time  ofscarce  public  resource, 
many  federal  organizations- should  also  be  required 
CO  compete  with  private  sector  compames. 

Action:  The  National  Oceanic  md 
Atmospheric  Administration  (NCAA)  unU 
experiment  unth  a  program  ofpublsc-prrvate 
competition  to  helpfii^  its  mission. 

Action:  The  Defense  Department  wiU 
implement  a  comprehensive  program  to 
contract  competitively  non-core  functions  such 
as  data  processing,  billing,  andpayroU. 


To  remove  currer.c  :oadbioc:-cs.  tne 
admiruscraQon  wiil  rescind  its  execjave  ozctzi  or. 
performance  of  commercial  activiaes  and  L".e 
department  '>viil  prepare  legislaaon. 

Action:  Amend  the  Job  Training  Partnership 
Act  to  authorize  public  and  private  compennon 
for  the  operation  of  Job  Corps  Civilian 
Conservation  Centers. 

Legislation  prevents  the  Labor  Departments 
Lmpiovment  and  Traimng  Adminiscraaon  rrom 
contracting  out  the  Civiiian  Conservacon  Cinte.T 
now  run  bv  the  .Agncuiture  and  Intenor  _ 
Departments  and  insulates  diese  centen  rrom 
compcaaon. 

Truth  in  Budgeting 

If  federal  organizaaons  are  to  compete  tor  -Jieir 
customers  dicv  must  include  their  full  costs  in  -jie 
price  they  charge  —  not  hide  them  in  ovcrnead. 
die  traditional  way  governmental  accounting 
understates  the  true  costs  of  any  ser.ice. 

Action:  By  the  end  of  1994,  The  Federal 
Accounting  Standards  Advisory  Board 
a  set  of  cost  accounting  standards  frr  all  federal 
activities.  These  standards  unll  provide  ^ 
method Jbr  identifying  the  true  unit  cost  of  ad 
government  activities. 


Cltttng  Red  t.\j£ 

Step  J:  Creotsg  Market  DYNA\ncs 


Noc  ail  oublic  acaviaes  should  be  suoiec:  :o 
compeaaon.  In  some  cases,  even  service 
deliverv  operanons  are  beaer  off  as 
monopolies.  In  'die  pnvacc  secior  we  cail  mese 
"uoliues"  and  regulate  -iiem  co  procea  chc^ 
consumer.  At  ocher  umes.  govemmenc  suhects 
public  organizadons  co  marKcc  avTiamics.  i  ne 
tederal  govemmenc  siiould  use  dus  opaon  mjre 
oixen. 

Action:  Restrucmre  the  nation's  air  Traffic 
control  system  into  a  corporation. 

Tne  government-owned  corporanon  would  be_ 
supported  bv  user  tees  and  governed  by  a  board  or 
directors  chat  represents  die  systems  customers. 

Action:  The  General  Services  Administration 
iviU  creau  a  Real  Property  Asset  Management 
Enterprise,  separating  GSA's  responstbiUty  frr 
setting  policy  on  federaUy  owned  real  estau 
from  that  of  providing  and  managing  office 
space. 


This  '.viil  oDcmiize  cne  rugnest  race  of  rer-UT. 
raxDavers,  while  :ompeung  witn  "e  pr.vare  secrc: 
ana  Decter  serving  tenants  neecs. 

Action:  77;?  Department  of  Housing  and 
Urban  Development  unll  rum  over 
management  of  its  "market  rate"  rental 
properties  and  mortgage  loans  to  the  private 
sector. 

If  die  department  entered  into  IL-nited 
parmersrups  with  real  estate  rums,  it  couiG  retain 
most  profits  from  any  sales  and  let  a  pnvate 
business  endty  perform  die  sales  in  cne  .most 
economically  benefiaai  way. 


Step  4:  Using  Market  Mechanisms 
TO  Solve  Problems 


Government  cannot  create  a  program  for 
every  problem  facing  die  nadon.  It  can't 
just  raise  taxes  and  sp€nd  more  money.  We 
need  governance,  which  means  sccdng  appropriate 
priorities,  then  using  die  federal  governments 
Lmmense  power  to  stser  die  direcnon  of  maiket 
forces  in  the  private  sectot 

Worker  Safety  and  Health 
Action:  The  Secretary  of  Labor  will  issue  new 
regulations  for  worksit*  safety  and  health, 
relying  on  private  inspection  companies  or  non- 
management  employees. 

Widi  diis  new  approach.  OSHA  could  ensure 
due  ail  workplaces  are  regularly  inspeaed  widiout 
hiring  thousands  of  new  employees. 


Environmental  Protection 

Action:  Encoura^  market-based  approaches  to 

reduce  pollution. 

Public  Housing 

Action:  Authorize  the  Department  of  Housing 
and  Urban  Development  to  create 
demonstration  projects  that  free  mojtagersfrom 
regulations  and  give  tenants  new  market 
powers,  such  as  freedom  of  choice  to  move  out  or 
old  public  housing  buildinp. 


FROM  RED 


TAPE  TO  RESULTS  •  CREATING  \  GOVERNMENT  THAT  WORKS  BETTER  iC  COSTS  Ltii 


Conclusion 


chese  recomenciauoni  are  'a^vs  govemmcnc 
can  begin  creaang  caxpayc.'s  as  cusromers.  The 
quality  revolunon  sweeping  chrougi^  .\mencan 
buiinesses  —  and  now  penetxacing  die  pubiic 
5g(^or  —  has  drawn  enormous  artenaon  co  the 
issue  of  customer  service.  While  some  rederal 
agencies  have  begun  co  respond,  uiere  is  much 


more  ro  oe  done.  3v  creaang  compeccon 
beriveen  oubiic  organiraaons,  contxacnng  ser.-.c 
out  ro  pnvace  orgaxuzanons,  Listening  :o  our 
customers,  and  emoracmg  .marrce:  u-cencives 
wnerever  appropnate.  we  can  cransrorm  ne 
quaiitv  of  services  deiivcrea  :o  me  .Amer.can 
people. 


.•s<»s 


Empowering  Employe£5  to  Get  Risltts 


Chapter  3 

Empowering  Employees  to 
Get  Results 

"Take  vwo  managm  and  give  :o  each  the  same  number  ofkborm  and  ifr  :hose  kboren  be  eauai  :n  ad  -ezp^cz. 
Let  both  manaU  nse  equally  eariy,  go  equaUy  iate  to  rest,  be  eauady  active,  sooer  ana  ■.naustrzous,  .na  ye:, 
in  the  course  If  the  year,  one  ofthA  lhoutpush:ng  the  hands  that  are  under  mm  more  tmn  :ne  otner. 

shall  have  perprmed  infinitely  more  worie. 

G«orgc  WashingtoQ 


"When  nature  has  work  to  be  done,  she  creates  a  genius  to  do  it. " 


Ralph  Waldo  Emerson 


Despite  our  solid  core  of  capable 
employees,  we  lack  efEaent 
management  systems. 
Cutting  red  tape,  measuring  results, 
empowering  customers  and  creadng  compeadon 
incendves  will  create  an  environment  diai  rewards 
success.  Now  we  must  create  a  culture  of  public 
entrepreneurship  —  of  people  willing  to  innovate. 


Changing  die  culture  of  the  federal  workplace  -s 
a  lot  harder  than  changing  lt3  rules  and 
reguiaaons.  We  must  discover  wnat  die  pr^-atc 
seaor  has  already  embraced:  diat  more  isnc  aiwavs 
better,  but  better  is  better.  We  must  punue  a  nc^ 
goal;  quality.  And  we  must  organize  around  ic. 

How  do  we  do  ic?  We  suggest  six  steps. 


Step  1:  Decentrauzing 

We  must  give  dedsion-making  power  to 
diosewhododiewotk,  pruning  layer 
upon  kyer  of  managerial  overgtowtfa- 

Action:  Ovgr  tbt  ruxtjivt  years,  the  aceaaive 
branch  wiU  d*cenxralixM  decisiotimaiun%  and 
mcrtase  the  average  span  of  a  manafer's 
control 


Decisionmaking  Power 

Currendy,  die  federal  government  averages  one 
manager  or  supervisor  for  every  seven  employees. 
We  will  double  diat.  The  federal  government  wul 
average  one  manager  for  every  15  employees. 
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Step  iIHold  All  Feder^u  Employees 
Accountable  for  Resltts 


ic  Costs  la 


More  auchoncv  tor  emplovecs  goes  hand- 
m-Kand  with  more  rcsponsibiiicv  and 
creacmg  me  means  co  noid  emplovees 
accouncaoie  tor  performance. 

Implemendng  the  Government 

Perfbnnance  and  Results  Act 

Action:  AM  agencies  will  begin  devebpingand 

using  measurable  objectives  and  reporting 

results. 

In  eariv  1994  —  in  ame  for  preparing  the  fiscal 
1996  budge:  —  0MB  will  revise  die  budget 
Lnsuucnons  \z  gives  agenaes  co  incorporate 
peribrmance  objecuves  and  results  :o  die  greatest 
extent  possible. 

Action:  Clarify  the  objectives  of  federal 
programs. 

Wldi  a  new  joint  spint  of  accountability,  the 
execuuve  branch  plans  co  work  widi  Congress  to 


danfv  program  goals  ana  ooiectives.  anc  :o 
idenoiv  prograrrLS  where  lack  of  ciancv  is  making 


diincuic  CO  ge:  results. 


■.es 


Holding  Top  Management  Accountable 
Action:  The  President  shouid  develop  wntien^ 
performance  agreements  with  department  ana 
agency  heads. 

The  President's  agreements  with  cabinet  sec 
and  agencv  heads  will  focus  on  a  few  oroaa. 
measurable  goals  important  co  che  aomirjicracons 
overall  policy  objectives  and  strategy. 

Action:  The  administration  will  issue  one  set  or 
Baldrige  Awards  for  quaiity  in  the  federal 
government. 

The  new  award  will  recognize  agency  and  wor.< 
unit  quality  inidatr/es  and  ideas,  based  on  prograrr. 
performance,  cost  savings,  innovaaon.  and 
customer  sadsfacuon. 


Step  3:  Give  Federal  Wormrs  The  Tools 
They  Need  to  Do  Their  Jobs 


Transfotming  our  federal  government  will 
mean  recasting  what  people  do  as  diey 
work.  They  will  turn  from  bosses  into 
asaches,  from  directors  into  negodarors,  from 
employees  into  dainkcn  and  docis.  We  must  give 
woien  the  tools  diey  need  to  get  results  —  dien 

make  sure  dicy  can  use  them. 

Employee  Txaining: 

After  two  decades  of  organizmg  for  quaUcy 

business  knows  one  diing  for  sure:  empowered 
people  need  new  skills  —  to  work  as  teams,  use 
kew  computer  software,  interpret  tinanaa^  and 
sQcsucai  information,  cooperate  with  and  manage 
other  people,  and  adapc 

Action:  Ue  Administration  wiU  grans  agencies 

the  fUxihiUty  to  finance  trainmg  ^"f 
We  will  grant  agencies  one-quarter  of  the 

savings  diey  realize  from  decentralizing  staff  and 


reducing  operadng  costs  (see  Chapter  1)  to  invest 
in  worker  trainmg,  performance  measurement  anc 
benchmarking.  They  also  will  be  allowed  co 
borrow  from  innovaaon  funds  —  descnbed  in 
Qj^ter  4  —  CO  mnd  essential  traming. 

Action:  The  federal  government  unU  upgrade 
inffmuttion  technology  training  far  aU 
employees. 

Action:  Eliminate  narrow  restrictions  on 
employee  training  to  help  develop  a  mukiskiUed 
workforce. 

Management  Infonnaxica  Systems: 

Good  informanon  comes  from  good 
information  systems. 

Action:  The  executive  branch  wiU  create  a 
coherent  financial  management  system,  ciartty 


LvtPO>yERING  EMPLOYZES  TO  GeT  RZiLXTS 


responsibilities,  and  raise  the  standards  for 
financial  officers. 

Action:  Within  18  months,  the  Federal 
Accounting  Standards  .Advisory  Board  wiU  issue 
a  comprehens..e  set  of  credible  accounting 
standards  for  the  federal  government. 

Action:  The  administration  unll  issue  an 
Annual  Accountability  Report  to  the  Citizens, 

Under  a  direcuvc  zo  be  issued  by  1995,  '.ne 
Treasurv  and  the  0MB  will  develop  a  simpiifiea 
venion  of  che  governments  nnanaai  condinon,  co 
be  published  as  die  .Annual  AccountaiJiiitv  Report 
to  the  dozens. 


Informadoa  Technology: 

When  worker?  nave  current  ana  rlex:bie 
recTjioiogv-  :o  co  tneix  'oos.  T-r/  improve 
perrbrmance.  'vCe  need  co  get  more  compuce.-s  of 
die  shelf  and  into  die  hands  of  fecem  empiovcts. 

Action:  The  administration  unll  dei-elop  a 
strategic  plan  for  iising  information  technology 
throughout  che  federal  government. 


Step  4:  Enhance  the  Quauty  of  Workufe 


We  must  make  federal  offices  better 
places  to  work  bv  treatmg  workers  as 
mature  and  honest  individuals  and  by 
bemg  sensiQve  to  dieir  lives  outside  die  office. 

Action:  The  federal  government  wiU  update 
and  expand  famUrfi^ieruiiy  workplace  optums. 

The  President  will  iisue  an  cxecuave  order 
requiring  dut  all  agenaes  adopt 
compressedyflcxible  tune,  pan-time  and  )ob 
sharmg  work  schedules.  Agenaes  will  alsobc  asked 
to  make  other  changes,  such  as  allowing  tetkrai 

emplovees  to  use  accrued  sick  leave  to  arc  for  sick 
or  elderly  dependents  or  for  adopaons. 


Action:  The  executive  branch  will  abolish  all 
employee  time  sheets  and  time  cards  for  the 
standard  work  week. 

Action:  The  President  should  issue  a  directive 
committing  the  administration  to  greater  equal 
opportunity  and  diversity  in  the  federal 
workforce. 


Sm>  5:  Form  a  Ubor-Management  Partnership 


We  can  only  transform  government  if  we 
transform  the  adversarial  relaaonship 
dial  dominates  federal  umon- 
management  interacdon  into  a  parmership  for 
rcinvendon  and  change. 

Action:  The  President  should  issue  a  dhrcthre 
that  establishes  labor-managment  parnursinp 
asanexecuxivtbranchgpaiandestahUshtsa 

National  Partnership  Cotmcd  to  heip 
implement  it. 


By  Oaobcr  1,  1993,  die  President  will  appoint 
die  National  Parmership  Council  which  wui 
Include  appropnate  federal  cabinet  secretaries, 
deputv  secretanes,  and  agency  <iiffo^L^= 
p^d«ia  of  AFGE  NTEU.  and  bfPFE:  and  a 
Lresentanve  of  die  PubUc  Employee  Dcpartm=n 
ot  die  AFL-aO.  Widun  six  mondis,  die  CouncJ| 
will  recommend  legislaaon  to  die  President. 

Action:  Th*  National  Partnership  Council  wu 
propose  the  statutory  changes  needed  to  make 
labor-management  partnership  a  reality. 
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Step  6:  Exert  Leadership 


Large  pnva:e  corpo  canons  chac  have 
answered  che  call  for  quaiicy  have  succeeded 
oniv  with  the  riiil  backing  of  cheu  CEO 
and  top  managemen:.  We  will  need  che  same. 

Action:  The  President  should  issue  a  directive 
detailing  his  vision,  plan,  and  commitment  to 
creating  qiudity  government. 

The  firs:  execuuve  order  issued  along  with  chis 
report  will  clarify  die  President's  vision  of  a  quaiicy 
federal  government. 

Action:  Every  federal  department  and  agency 
tvill  designate  a  chief  operating  officer. 

The  chief  operating  officer  will  not  be  a  new 
hire  but  a  senior  agency  offiaal  who  will  be 
responsible  for  implementing  Nanonal 
Performance  Review  recommendadons. 

Action:  The  President  should  appoint  a 
President's  Management  Council  to  lead  the 
qjf/tJffy  revolution  and  ensure  the 
tmplementaxion  of  National  Performance 
Review  plans. 

The  President's  Management  Council  will  be 
the  President's  chief  insuiiment  to  retool 
management  systems  throughout  the  cxecudve 


branch.  Tne  President  should  appoint  die  Desur.- 
Director  for  .Vtanasement  of  0MB  co  cnair  t.s 
PMC  and  its  progress  -aoU  be  specincailv  overseer. 
bv  die  Vice  Presider.c.  The  Councii  '"Viii  .ncuae 
die  COOs  hrom  1 5  maior  agencies  ana  :nree  oL-.er 
agencies  designated  bv  tne  chair,  cne  neaos  or  G:iA 
and  0PM.  and  die  Presidents  Director  or  CaDL".et 
.affairs  (ex  officio). 

Action:  77ye  President's  Management  Council 
will  launch  quality  management  "basic 
training" fjr  all  employees,  starting  with  top 
officials  and  cascading  through  the  entire 
executive  braruh. 

To  aurture  a  quality  oilture  within 
government,  we  must  heip  the  entire  workrorce 
undentand  che  President's  vision.  Unless  we  train 
everyone  in  the  new  skills  they  need  —  and  heip 
them  understand  che  new  roles  they  are  cxpeaec 
to  play  —  chey  can.  through  passive  or  active 
resistance,  frustrate  weli-intenaoned  attempts  to 
progress.  So  first  and  foremost,  everyone  will  neeo. 
CO  ieam  what  working  and  managmg  ror  quancv-  is 
all  about. 


Conclusion 

We  must  move  &om  control  to  coUaboradon. 
We  must  allow  the  people  who  face  decisions  to 
make  decisions.  We  must  do  everyriiing  to  ensure 
diai  when  our  federal  workers  exerdse  dieir 
judgment  they  have  die  best  infbrmarion,  analysis, 
and  tools.  We  must  trust  dut  diey  will  do  dieir 
best  —  and  measure  the  results. 


1  r. 


Cutting  Back  to  Basics 


Chapter  4 

Cutting  Back  to  Basics 

"/  feet  like  :he  person  in  the  old  movte  who  umtes  m  iipmck  on  havhroom^  mirron. 
'    'Stop  me  before  I  kill  again. '  Howrjer,  :n  m  case.  -W  U^end'  snouui  ve. 
'ScoD  me  before  I neai  some  more. '" 

Lener  from  Bruce  Bair  of  Scfaoenchen.  KS 

CO  Vic;  Presicer.!:  Gc:e 
Mav:4.  19'^: 


Baice  Bair  admitted  to  "'stealing"  from  the 
federal  government  —  at  a  rate  of  about 
S 11  a  hour.  His  job  was  checking  the 
weather  in  Russell,  Kansas  every  hour  and 
repornng  to  die  Federal  Aviaaon  .Administraaon. 
Bair  saw  just  two  landings  in  more  than  a  year 
durmg  his  night  shift.  Days  were  only  slighdy 
busier.  Before  die  advent  of  automated  weather 
gadienng  devices,  human  weadier  watchers  at 
small  staaons  were  vital  for  aircraft  safety.  Today 
dicy  could  be  replaced  with  machines.  Bair 
believed  dut  too  but  aldiough  Russell  has  had  a 
machine  for  some  dmc,  die  FAA  has  not  yet 
eliminated  die  human  staff.  Bair  finally  quit  his 
job.  Now,  he  says,  "I'm  no  longer  stealing  from  die 
government." 

Is  government  sull  doing  diings  it  no  longer 
needs  to  do?  Are  wt  paying  for  obsolete 
programs?  Are  we  paying  for  programs  dut  werent 
needed  in  die  first  place?  Arc  we  spending  public 


monev  to  benefit  spcaai  interest  groupsr  .\rc  wc 

doing  all  we  can  :o"stop  fraud?  Are  we  doins  ail 

we  can  co  deny  benefits  to  people  who  axcn: 

eligible  for  them? 

When  we  start  acting  on  the  answers  to  oiosc 

questions  we  will  bcgm  co  have  a  more  enecave 

government. 

We  also  face  a  second  task  we  must  tight  tor  i 

fairer  government,  one  chat  cotleos  on  the  loans 
makes  and  the  taxes  it's  owed. 

Finally  we  must  make  government  work  betisr 
by  taking  a  hard  look  at  its  internal  processes.  We 
must  consolidate  programs  co  eliminate 
duplicanon.  We  must  adopt  more  eifiaent  wavs  :c 
design  regulations  and  resolve  disputes.  we 
must  take  advantage  of  the  rcvolunon  in 
computers  and  telecommumcanons  to  cut  service 
delivery  costs. 


Step  hEuMiNArE  What  We  Don't  Need 


PKnn.-natg  the  obsoletK 

Action^  Give  the  PrtsuUnt  greater  pot»gr  to  cut 

items  from  spemUng  hilh. 

For  die  President  to  cut  wastefiii  spending,  he 
needs  die  power  of  what  is  called,  in  Washington, 
"enhanced  redsion."  That  is,  die  President  should 
have  greater  authority  to  rejea  individual 
spending  items. 


Action:  Wlthm  18  months,  the  Presidents 
Management  Council  unU  suhmit  to  Congress  a 
report  on  closing  and  consolidatingfederai 
dviUdnfaei^**^ 

Action:  The  Departmant  of  Agriculture  will 
close  or  consolidate  IJOO  field  offices. 
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Action:  Under  a  five-year  pLaru  the 
Deparrment  of  Housing  and  Urban 
Development  will  eliminate  all  regional  offices, 
pare  doum  its  80-field  office  system,  and  cut  its 
staff  by  1,500 people. 

Action:  The  Department  of  Energy  uriU. 
consolidate  and  redirea  the  mission  of  its 
laboratories,  production,  and  testingfadlities  to 
meet  post-Cold  Warmoionai  priorities. 

Action:  The  U.S.  Army  Corps  of  Enters  will 
rtduce  the  number  of  regional  offices fivm  ,   to  six. 

Action:  TTx  Small  Business  Admxmstmtion  will 
rrduce  the  number  offield  offices  and  consolidate 
services  based  on  criteria  now  being  developed 

Action:  The  U.S.  Agency  for  International 
Development  unll  reduce  the  number  of  its 
overseas  missions  by  approximately  one-half. 

Action:  The  U.S.  Information  Agency  will  cut 
the  ntanber  of  libraries  and  reference  centers  it 
pays  for  overseas. 

Action:  The  Department  of  State  will  reduce 
by  11  the  number  of  Marine  Guard 
detachments  it  employs. 

Action:  Pass  legislation  to  allow  the  mU  of  the 
Alaska  Power  Administration. 

Action:  Terminate foderal grant fimding for 
Federal  Aviation  Administration  higher 
education  pt  ugtu/ns. 

Action:  Close  the  Uniformed  Services 
University  of  the  Health  Sciences. 

Action:  Suspend  the  acquisition  of  neu  foderal 
office  space. 

f\\,nin^r^  Dupiicadoo: 

Action:  Eliminate  the  President's  Intelligence 

Oversight  Board. 

The  President  should  assign  its  funoions  kj  a 
standing  conuninee  of  the  Presidents  Foreign 
Intelligence  Advisory  Board. 


ENT  THAT  Works  Better  ic  Cos's  Less 

Action:  Consolidate  training prograyns for 
unemployed  people- 

LoDor  Secreoxv  Reich  is  proposL-:§  .eaisiacv- 
changes  to  consoucacc  programs  ror  •■vorKers  wr.o 
lose  xntii  ;obs,  regarcless  or  die  cause.  H:s  Dtii 
would  allow  more  runds  :o  be  'jsed  Dcrore  worKers 
lose  their  jobs. 

Action:  Consolidate  the  Veterans'  Employment 
and  Training  Service  and  the  Food  Stamp 

Training  Program  into  the  Employment  and 

Training  Administration. 

Action:  Reduce  the  number  of  Department  of 
Education  Prograrns  from  230  to  189. 

We  propose  co  eliminate  and  consolidate 
programs  that  have  served  theu'  original  purpose 
or  would  be  more  appropnately  funded  tnrougn 
non-federal  sources  and  save  monc/  bene:  Lisec 
for  other  departmental  pnonaes. 

Action:  Eliminate  the  Food  Safety  and 
Inspection  Service  as  a  separate  agency  by 
consolidating  all  food  safety  responsibilities 
under  the  Food  and  L>rug  Administration. 

Action:  Consolidate  all  non-military 
international  broadcasting  under  the  United 
States  Information  Agency. 

Action:  Create  a  single  civilian  polar  satellite 
system,  requiring  the  Defense  Department, 
NOAA  and  NASA  to  consolidate  their 
pivgiams. 

Action:  Transfor  the  fimctions  of  the  Railroad 
Retirement  Benefits  Board  to  other  agencies. 

Action:  Transfer  law  enforcement  fonctions  of 
the  Drug  Enfoircement  Administration  and  the 
Bureau  of  Alcohol,  Tobacco  and  Firearms  to  the 
Federal  Bureau  of  Investigation. 

The  first  step  will  be  to  merge  DEA  into  die 
FBI.  When  diis  merger  has  been  successfully 
accomplished,  we  will  move  toward  merging  die 
enfbtcement  fimcrions  of  the  BATF  into  die  FBI 
and  mef^  BATF's  regulatory  and  revenue 
hincdons  into  the  IRS. 
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Eliminate  Special  Interest  Privileges: 
Action:  Eliminate  federal  support  paymeia 
for  wool  und  mohair. 

Action:  Eliminate  federal  price  mpporc  for 
honey. 

Action:  Rescind  all  unobligated  contraa  authority 
and  appropriaxums  for  existing  hi^Tway 
demonstraxion  projects. 


Cltttng  Bac:<  to  B.A^ia 

Action :  Cut  Essential  .4zr  Service  subsidies. 

This  orogram  a^iaiunceed  smail  corrjr.'jr.;:Lts 
iir  ser/icss  :br  i  decice  '.vncr.  .c  '.vas  pasiec 
19~3  afcer  airiine  aereg'aiacon.  Congress  extencsc 
che  3rognm  :n  1988  :br  mocher  :en  vean  r.-?r. 
chouen'the  program  :s  no  longer  needea. 


Step  2:  Collecting  More 

Govemmenc  must  find  bcrter,  more 
effiaent  and  more  sfFecuve  ways  to  pay 
for  its  acrivrdes.  In  this  secuon  we  argue 
for  'iie  need  :o  introduce  or  increase  market-based 
user  fees  and  for  collectmg  what  is  due  the 
government:  back  taxes,  delinquent  loans, 
acadentai  or  trauduient  overpayment  of  benefits. 

Raising  User  Fees: 

Action:  Allow  all  agencies  greater  freedom  in 
setting  fees  for  services  and  in  how  the  revenues 
from  these  fees  viay  be  used 

Action:  Raise  the  price  of  federal  hydropower. 

Collecting  Debt: 

If  die  fedieal  government  were  to  put  a  higher 
prioncv  on  pursuing  delinquent  debt  die 
government  could  coUea  as  much  as  an  addinonal 
ll  0  billion  over  the  next  five  years.  A  strategy  to 

make  this  happen  would  include  die  following 
elemeno: 

Action:  Give  agencies  theflexibUixy  to  use 
some  of  the  money  they  collect  from  delhmuent 
debts  to  p4tyforfurAer  debt  collection  efforts, 
and  to  keep  a  portion  of  the  incrtased 
collections. 

Action:  EUminau  restrictions  that  prevent 
federal  agencies  from  using  privau  collection 
agencies  to  collect  debt. 

Action:  Authorize  the  Department  of  Justice  to 
retain  up  to  one  percent  of  amounts  collected 
dxrough  civil  debt  collections  to  cover  costs. 


Action:  The  Royalty  Management  Program 
will  increase  the  royalty  payments  it  collects  by 
developing  new  computer  programs  to  analyze 
and  cross- verify  data. 

Action:  Allow  HUD  to  offer  incentives  to 
federally  subsidized  homeowners  who  refinance 
their  mortgages  at  lower  rates. 

fliminarina  Fraud: 

While  manv  think  government  steals  from 
people,  die  reverse  is  also  true:  people  steal  trom 
oovemment.  .W.  unlike  pnvate  companjcs, 
some  government  agenaes  aren't  verv  good  at 
Ending  and  prosecuung  ducves.  We  will  change 

that. 

Action:  Make  it  a  felony  to  knowingly  lie  on 
an  application  for  benefits  under  the  Federal 
Employees'  Compensation  Act,  and  amend 
foderal  law  so  individuals  convicted  of  fraud 
are  ineligible  for  continued  benefits. 

Under  existing  law,  even  if  you  are  found  :o 
have  made  false  statements  to  recave  benents,  die 
oovemment  cannot  termmate  diosc  benefits. 

Action:  Improve  processes  for  removing  people 
who  art  no  longer  disabled  from  disability  rolls. 

Action:  Create  a  clearinghouse  for  death 
informdtion  and  reporting. 
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Step  3fInvesting  in  Gre-otr  PRODucnvny 


One  ot  me  greacesc  obstacies  :o  innovauon 
in  govcmmenc  ;s  the  aosencs  of 
investmenc  capicai.  Tne  appropnauons 
for  mosc  federal  agencies  las:  oniy  one  year,  with 
anvming  lerc  over  ac  die  end  of  die  veax 
disappearing.  Ic's  diiticuic  ror  organizauons  :o 
scrape  rogecner  enough  money  co  make  even  smail 
invescmencs  in  craxning,  technology,  new  work 
processes,  or  program  innovaaons. 


Action:  .Allow  all  agencies  and  cUparanents  to 
create  innovation  funds. 

Congress  should  aucnonze  a  r^vo-cier  r.-srem  of 
innovaaon  funds  caoitaiized  dirougr.  :e:a..-ea 
savings  h-om  operauonai  appropriacons. 

Action :  The  government  shoidd  <msure  that 
there  is  no  Imdget  bias  against  long-term  capital 
investments. 


Step  4:  Reengineer  PrograiMS  to  Cut  Costs 


e  will  reengineer  die  work  of 
government  agenacs  in  two  ways. 
First,  we  will  expand  the  use  of  new 
technologies.  With  compuren  and 
ceiecommunicaaons.  we  can  design  a  customer- 
driven  eieaxomc  government  that  operates  in 
ways  that,  10  yean  ago,  the  most  visionarv 
planner  would  never  have  dreamed. 

Second,  we  will  speed  up  the  adopaon  of  new 
ways  to  improve  federal  operaaons  —  bener  ways 
to  develop  regulanons,  to  resolve  disputes,  or  to  go 
about  the  business  of  designing  government 
programs,  for  example  —  that  can  cut  costs  and 
improve  services. 

Electronic  Government: 

The  history  of  the  dosing  decade  of  this 
century  is  being  written  by  the  computer.  But 
vt)u  wouldn't  know  it  if  you  worked  for  manv 
federal  agencies.  Government  is  sull  doing  things^ 
in  ways  our  parents  would  recognize.  Only  half  of 
Sodai  Security  payments  —  60  percent  of  ail 
federal  payments  —  are  made  electronically. 

How  do  we  catch  up? 

Action:  Support  th*  rapid  devtlopmrnt  of  a 
nationwide  system  to  deliver  government 
benefixs  electroniadiy. 

Action :  Federal  agencies  uriU  expand  their  use 
of  electronic  government. 

Action:  federal  Agencies  unll  develop  and 
market  data  bases  to  business. 


Action :  In  parmershrp  with  state  and  local 
governments  and  private  companies,  we  unll 
create  a  National  Spatial  Data  Infrastructure. 

Spaciai  data  ls  geophvsicai.  environmcncai,  .ana 
use  and  cransportaaon  data. 

Action:  The  Internal  Revenue  Service  will 
develop  a  system  that  lets  people  pay  taxes  by 
credit  card. 

Reengineering  to  Use  Cost-Catting 
Tools: 

There  are  bener  wavs  to  make  rules  dian  cosciv 
and  adversarial  Liagaaon. 

Action:  Agencies  will  make  greater  me  of 
negotiated  rule  making. 

Action:  Agencies  will  expand  their  use  of 
alternative  dispute  resolution  uchniques. 

Conclusion 

If  we  follow  these  steps,  we  will  move  much 
doser  to  a  government  that  costs  less  and  works 
better  for  ail  of  us.  It  will  be  leaner,  more  ettecave. 
fairer  and  more  up-to-date.  It  wiil  be  a 
government  worth  what  we  pay  for  it.  By 
eiiminatiiig  what  we  don't  need. . .  collecting  what 
we  should  collect. .  .creating  an  eiectroruc 
government. .  .and  reengineering  programs  co  cut 
costs,  we  can  meet  our  vital  naaonal  objectives. 
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Conclusion 

Uniike  manv  past  eriForts  :o  change  -iie 
govemmenc.  die  Nauonai 
Pertbrmance  Review  W  noc  end  '-vim 
this  rcDorc.  We  have  idenaned  wha: 
we  need  :o  do.  Now,  we  wiU  do  iz.  We  wul  change 
the  environment  m  government  rrom  one  that 
resists  change  to  one  that  fosters  it;  horn  one  tnat 
stifles  innovaaon  to  one  chat  encourages  it;  from 
one  chat  creates  horror  stones  to  one  tnat  creates 
successes.  We  wui  cut  red  tape,  serve  our 
customen,  empower  our  emplovees.  and  cut  back 

to  basics.  , 
But  it  wiil  take  more  dun  iust  a  dedicated 
President.  Vice  President,  cabinet  and  tederai 


workforce  to  make  the  vision  contained  m  -us 
report  a  reaiitv.  It  wiii  taKc  aeoicatea  citizens.  ^ 
■Aoiling  CO  worK  co  Lmprove  dieir  government.  It 
wiil  cake  a  willingness  co  demand  the  best  ser-ica 
possible.  It  ^vill  take  a  commicmenc  co  hold_ 
government  accountable  tor  :ts  operations.  It  -vui 
require  .\mencans  co  act  as  aazens,  as  cjstomers. 
and  as  voters  in  support  ot  what  chev  deser/e:  i 
government  chat  works  better  and  costs  .ess.  _ 

Widi  this  reporc.  we  begm  a  joumev.  How  rar 
we  go  and  where  we  end  up  will  be  determineG 
the  pub^c.  the  Congress,  and  the  President.  .\s 
our  President  has  said  so  orten.  die  mcure  :s  ours, 
if  we  have  the  courage  to  create  it. 
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